Collaboration, which is the theme of this issue, means different things to different people. To some people it simply means cooperation, to others it means alliance. Yet to others it means partnering. We are going to focus on collaboration as in collaborative working, in construction projects -a process by which the project parties and individuals operate in a mutual manner to align their interests for the successful outcome of the project. Partnering may also mean different things to different people, however, often the terms 'relationship-based contracting', 'partnering' and 'negotiated contract' are used.
But whatever meaning is assigned, it is well established that the essence of collaboration is working towards a shared vision to deliver results that cannot be easily achieved independently and whatever motivates it one thing is clear: collaboration can only thrive in a conducive, harmonious environment which is rich in trust. is definition illustrates the role of trust: 'a type of collaboration in a construction project based on dialogue, trust, openness and with early participation from all actors. e project is carried out under a mutual agreement expressed by mutual activities and based on mutual economic interests' As a business concept, however, collaborative working sounds like it would undermine the spirit of competition -which itself is the basic tenet of business, of course. It therefore creates many challenges including deciding when collaboration is appropriate, establishing the collaborative contract and executing itand delivering the expected benefits.
Clients everywhere will always want to get better value for money, and the construction industry is not an exception. is implies that it would be in the best interest of the industry to embrace new ways of working in order to remain competitive and to meet the needs of its ever demanding clients. is means moving away from the limitations of traditional project relationships and lowest-price tenders to other, more collaborative forms of contract procurement. is issue of e Contractor provides some insights into how collaboration can be created and put to work in an industry driven by competition.
Already the new concept has taken hold in some countries where traditional structures of responsibility in firms have led to the promotion of collaborative approaches to project delivery and to the fostering of longer-term relationships. In the European Union for example, there is now considerable evidence that such measures can lead to more successful project outcomes. Proponents of the concept suggest that for a start collaborative venture partners must be averse to conflicts. ey have also done sufficient research to establish the so called rules of the game, and they are transparency, a clear mutual understanding of what every party had signed up for; alignment of corporate objectives; and an expectation that every player would achieve top-notch performance levels.
Here in Tanzania the Mbutu Bridge project in Igunga awarded to a Joint Venture of 13 contractors will surely best serve the purpose of showcasing the benefits of collaborative arrangement in big projects. Furthermore, it will serve to emphasise how public entities and government organizations have an important role to play, and a stake in, improving the competitiveness and efficiency of the construction industry in that they also provide the venues required for the collaborative activities necessary to change existing practices. We commend Minister Magufuli for his insight and enthusiasm in demonstrating that collaborative arrangements are indeed feasible if contractors and other industry stakeholders take their roles seriously, knowing that in the end it is the wider community which will benefit when small contractors manage to acquire the necessary capacity to embark on bigger projects. Let every stakeholder embrace this spirit.
From the Registrar
Dear Readers, Foremost, I thank God the Almighty for his continued grace and blessings to us. I would also like to thank the Board for its guidance, my staff for all the efforts they make to ensure the fulfillment of our plans; to the contractors and all stakeholders for their continued support.
Despite our good plans to build the capacity of contractors, many still face huge challenges. e challenges include inadequate financial base, limited access to construction equipment as well as limited skills and experience -especially in the execution of high-value projects. And, although these challenges do not impact on all contractors in the same way, ultimately, most would experience some measure of hindrance to growth. Foremost in our focus, therefore, is seeking to minimise this hindrance.
In our endeavours several approaches are at our disposal of course, but the one tested and which we are advocating in this issue is the one born out of the old adage 'umoja ni nguvu' -unity is strength. We have always been aware that significant growth of local contractors could only become feasible if they got involved in big-value projects. is is what we are addressing here. A typical scenario is where you have contractors with some strength but the individual strengths are inadequate to successfully execute a particular project being tendered for. Under such circumstances, combination of the strengths is the most sensible approach -it is called collaboration.
Joint Ventures or JVs, are one of the ways contractors can collaborate to complement their abilities in order to successfully execute high value projects. In JVs, individual firms need not merge; they only form contractual agreements that join two or more firms for the purpose of executing a particular project.
e Board has been in the forefront to sensitize contractors to form joint ventures as a way of overcoming the challenges to growth. It will be recalled that the Board conducted special training on Joint Ventures in early 2000s to ensure that the contractors understood not only the importance but also the best ways to form Joint Ventures. e general principle is that since money is involved in a joint venture and the partners have to share the profits and losses resulting from the JV project, it is necessary for the partners to have a strategic plan in place and ensure that all are committed and focused at the JV project's success.
I would like to insist, however, that contractors should embark on Joint Ventures with a tangible objective in mind. erefore, Joint Ventures should be Strategic Alliances such that once the JV project is over, the individual contractors should realise advancement relative to their former positions, otherwise it would be wasted efforts. It is important for contractors to choose JV partners carefully and strategically; partners who can help towards successful execution of a project and whose presence in a project brings tangible benefits such as knowledge and experience to partners. Furthermore, JV partners should embrace honesty, integrity, transparency and communication among themselves.
During the tabling of the 2012/2013 budget for Ministry of Works, you must have heard how the Government wished to see increased participation of local contractors in the improvement of the country's infrastructure. e Minister responsible for Works, Dr. John Magufuli stated that the Government would like to see local contractors executing most of the projectsincluding big-value ones -that are funded by internal sources. Dr. Magufuli is on record for championing efforts that would see local contractors forming Joint Ventures in order to increase their capabilities that would in turn increase their chances to qualify for big-value projects. e awarding of over TZS 12bn Mbutu Bridge project in Igunga to a Joint Venture of 13 contractors is proof of Government's commitment to developing local capacity. It is now up to contractors to show that they are themselves committed and willing to collaborate as a tangible way of enhancing their capabilities -and therefore growth.
May I take this opportunity to encourage contractors to take up the challenge. I believe through this strategy, the future is bound to be brighter -if we all play our roles.
If you recently visited our Head Office in Dar es Salaam, you probably met three new faces and wondered why they looked very much at home. Well, there are indeed some new faces at CRB and e Contractor is pleased to introduce them to our readers as follows: Eng. Albert Uriyo leaves CRB Eng. Albert Uriyo, a well known staff member, who has been working at the Board in the Research and Development Department for the past 13 years, has left the Board to work for the International Labour Organisation (ILO) in South Africa. Eng. Uriyo will be remembered for his dilligence and hard work and will surely be missed by colleagues and the entire contracting community. e Contractor wishes Eng. Uriyo all the best in his new endeavours and trusts that his professionalism and impressive work ethic will quickly become evident at ILO. 
STAFF CHANGES AT CRB

Collaborative Working: the concept
It is now an established fact that in Tanzania most of the major construction projects are not undertaken by local contractors, the reasons being lack of capacity and expertise. But it is also an established fact that the Government and its institutionsnotably CRB -have never been happy with this state of affairs and have been seeking solutions that would reverse the trend.
One response has been to encourage local contractors to put in place Joint Ventures as it has been established that collaborative working or partnering is at the very heart of the solution. Only a few alliances and partnering arrangements (JV) have been tried here but their outcomes are not well known. A more focussed method through the use of demonstration projects was clearly needed which could take in positive results and 'spread the gospel' and one could see the Mbuti Bridge project as a demonstration project to test out the new ways of working, which CRB and the government have been drumming about. e Mbuti Bridge Project is being undertaken by 13 firms making it the largest JV ever in the country -in terms of the number of local firms joining forces with a common objective. e significance of these efforts makes it prudent for us to revisits the concepts behind collaborative working.
Collaborative working is the process by which the project parties and individuals operate in a mutual manner to align their interests for the successful outcome of the project.
Partnering is a subset of collaborative working usually with a more formal type of agreement or contract.
Requirements of a Collaborative Working Agreement
• ere should be equitable benefit for all parties in the agreement • A correct attitude of openness and trust is required to make collaborative working successful • Encourage team attitude and "What is best for Project" • Make sure adequate time is spent at the pre-planning stage as it is worthwhile in the long run • Include all the organisations, sub contractors from as far down the supply chain as possible, as it is they who do the work • Long-term agreements eliminate the need to start from scratch on each project • Do not underestimate the cultural shift involved and the time that could take Establishing a Collaborative Working Agreement e main purpose of Collaborative Working Agreements (hereafter called CWA) is to engage the client, design consultants, contractors, sub-contractors, and vendors into one team, with incentives to establish a structure to ensure that everyone works together to achieve agreed shared targets. e idea is the building of a unified team with the purpose of creating an environment whereby outstanding results can be achieved. e incentives are developed into a Gain Share / Pain Share arrangement. If the project is successful there will be Gain Share, if it is not then there will be Pain Share.
" the premise of CWA is that it is built on developing a "unity of purpose" where all parties business needs, and financial success are aligned to create a win-win situation. ere cannot be a win-lose result because of the way Gain Share and Pain Share is structured. e most important aspect is that there are no adversarial contracts as in the normal lump sum tender process"
Benefits of a Collaborative Working Arrangement ere is no such thing as "e Perfect Project", of course but practitioners say that they have seen the different construction companies (who normally would not be very co-operative) helping each other out to sort out unforeseen problems when for example materials fail to perform according to specification.
Indeed, Collaborative Working Arrangements are a great improvement on the existing construction methodology of internecine warfare and to date are showing excellent performance improvements. Because a wide range of different specialists contribute to the execution of construction projects, much collaboration takes place in the normal course of business, and without specific measures or incentives. Here we are discussing arrangements that specifically aim to foster and reward collaborative behaviours and actions by members of a project team. ese have, as a common feature, a decision by one or more parties to the arrangement to give up some power or freedom of prospective benefit, in the belief -but not the certainty -that this will lead to a superior outcome for themselves and the other parties to the arrangement.
From several sources we have identified five popular types of voluntary arrangements:
Project partnering -where the parties formally agree to work collaboratively in a single project, this agreement being often expressed in a 'partnering charter' or similar document and underpinned by agreements about sharing of savings, resolving disputes without recourse to litigation etc.
Strategic partnering -where a client decides to work with a defined set of suppliers interests over a number of projects, with mutually expressed intentions -sometimes overall project performance. e actual works to be carried out may not be defined at the start of the arrangement.
Framework arrangements -In these a client selects certain suppliers to supply services for a defined period, and there is a mutual intention to improve the quality of relationships and of performance over that time. e actual works will not be defined at the start of the period but once a project is defined there is a secondary selection process to determine which firm(s) will carry it out. Framework arrangements should be distinguished from framework contracts; in the latter, the relationships are purely contractual with no commitment to mutual improvement.
Alliances -a particularly strong form of project partnering in which the client and the principal supply interests create a joint organisation which has its own identity to deliver a project. In its strongest form this is established as a jointlyowned company.
Construction consortia -where a group of supply interests come to an agreement to develop and market services jointly.
One should distinguish between consortia formed specifically to tender for a particular project, which maybe considered to be 'normal business practice', and those intended to have a longer period of existence, during which the firms develop new construction services or tender jointly for a number of projects. is form of collaboration, in contrast to the others, does not involve the client.
Voluntary arrangements are complementary to the contractual relationships between parties to a project and do not replace these. ey promote a collaborative environment in which contractual obligations are fulfilled. us they need to be distinguished from the use of integrated forms of contract (e.g. design-build-operate) which may not include any collaborative elements. Some measures to encourage collaboration (e.g. payment arrangements which encourage mutual problem-solving) may be included in contractual conditions. Similarly, voluntary arrangements are distinct from funding arrangements -in particular public-private-partnerships do not necessarily include measures to promote collaborative although they often cause firms to come together in a consortium.
Factors that lead to successful collaborative relationships: Factors which contribute to successful collaborative relationships include the critical importance of inter-personal relationships; the central role of leadership, particularly by senior managers in client organisations; the selection of partners who share a willingness and commitment to working collaboratively; the benefits of early appointment of key members of a project team; the need to establish a common understanding of the principles and objectives of the collaboration, and to express these in an agreed, public document; the interactions between contractual provisions and measures that support collaboration; measures which promote collaborative behaviours and good communications; the role of rigorous performance monitoring in maintaining healthy and effective relationships; financial incentives for collaboration; procedures that that enable disputes to be settled without recourse to legal action and the collective management of risk. 
Interpretation of 'voluntary arrangements for collaborative working'
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e introduction of voluntary arrangements for collaboration requires changes in procurement and management practice on the part of the client and construction interests involved in a project. ese will not happen unless the various parties are persuaded of the advantages.
Public sector clients have a particularly important role in achieving change, by providing market-related incentives for change. But in turn they will be able to introduce new processes only if the national framework for public procurement allows them to do so. ere would need to be an appraisal of the scope of the introduction of collaborative ways of working, including an assessment of the regulatory and commercial framework for construction, and the development of a change programme.
Collaborative relationships are based on trust and openness amongst the parties, and lead to behaviours and decisions which provide mutual, not just individual benefit. ey are also based on belief rather than certainty. e parties to the relationship have no guarantee that they will benefit from it, but believe that this will happen.
Collaborative arrangements linked to projects are not a substitute for a contract; they enable contractual obligations to be discharged more effectively.
e promotion of voluntary arrangements could involved some or all of: • high-level reports, national promotional bodies, revision of public procurement guidance; audit body endorsement, research and training initiatives, and the development of performance indicators. e role of public procurement in bringing market influence to bear on the promotion of collaboration is particularly significant. A principal conclusion is that exhortation alone will not bring about change.
Promotion of voluntary arrangements
• In many countries collaborative arrangements have been introduced by contractors, but have required the active cooperation of client bodies and in some countries public sector clients take a leading role in the promotion of collaboration in their own projects. • ere is considerable consensus on the measures that managements can take to promote the creation of collaborative relationships. ese include: early involvement of key parties; payment systems with 'pain/gain' sharing; adoption of dispute resolution procedures that avoid litigation; clarity in objectives; workshops to ensure communication and understanding of these objectives; setting and monitoring of performance targets. Openness and appropriate behaviours by individuals are considered crucial. • ere is also consensus that such arrangements can lead to improved delivery of projects, with final outputs that better satisfy clients needs, more assurance on costs and timescales, fewer disputes and a generally more satisfying and acceptable working environment for all participants. While cost savings are not necessarily achieved, projects which have faced difficulties may be completed without the extra costs that would otherwise have been incurred. •
Public procurement requirements are seen in some countries as a barrier to the adoption of more collaborative ways of working or the creation of longerterm relationships. Sometimes the perceived barriers are the result of national rules; however, the wide use of different forms of voluntary arrangement in some countries implies that these can be successfully implemented within the rules • ere is evidence to suggest that voluntary arrangements can support other policies including those on sustainable development, training and skills development and innovation.
REMARKS 1) ere are potential risks in the adoption of such arrangements, because they imply closer relationships between clients and suppliers. But these may be addressed through having full access to financial data and by clients maintaining awareness of market conditions and prices, for example by continuing to place some work through conventional tendering rather than a framework. Independent auditing of costs and designs will also provide assurance that clients are receiving value for money. e extensive use of voluntary arrangements by pubic authorities in many countries indicates that any associated risks are manageable.
2) SMEs
ere is a risk that voluntary arrangements for collaboration may reduce market opportunities for SMEs. is risk can be addressed through legislation.
3) Sustainable development
Voluntary arrangements facilitate communications among the parties to the construction process. is leads to reduced waste and greater alignment with client requirements. Achieving high levels of environmental performance in buildings also requires all parties to communicate effectively. Voluntary arrangements also facilitate the use of Life Cycle Costing, help to promote innovation, and contribute to skills development.
4) Contractual, management and insurance issues
Voluntary arrangements are not substitutes for contracts but help to provide a project environment in which contractual obligations may be more effectively fulfilled. ey may be introduced alongside conventional contracts but forms of contract based on collaborative principles have been developed and are generally considered helpful.
Management practices are at the core of collaborative ways of working. ere are challenges for managements and for individuals in moving to collaborative relationships. SMEs particularly, may find it difficult to devote the necessary management resource to understanding new principles of operation and client bodies may need to take the initiative to identify needs and make provision for appropriate training. Most collaborations have taken place with conventional Insurance arrangements in which each party is covered by their own indemnity insurance. But project-based collective insurance is used in some countries and this is generally thought to be helpful in promoting collaboration. e introduction of longer term relationships may stimulate the wider provision of such insurance, by enabling insurers to assess the track record of combinations of firms. 20 e Contractor, July -Sept, 2012
Mbutu Bridge JV Project: Construction of the approach road Feature
Tools for collaboration: Conflict avoidance techniques
Construction is a high-risk business with a high potential for adversarial relationships. Every project involves a multitude of players, all with potentially conflicting interests, but whose mission it is to plan, design and build a structure, on time and within budget. Once the building process has begun, the work can't be interrupted or delayed without serious consequences. 'Time is money', so the construction industry places a premium on quick solutions to problems and the prevention of disputes. To achieve this, it has developed some remarkably successful collaborative techniques that have broad application to the public and private sectors of other industries. ey can be put into two groups • Realistic allocation of risks, open communication, incentives for cooperation, and partnering help to keep problems from arising. •
Step negotiations and the use of standing neutrals to provide 'real time' control and management of problems keep problems from escalating into disputes that would otherwise have to be resolved by litigation, arbitration or mediation.
Conflict prevention or cooperation techniques
Realistic allocation of risks: Research has shown that one of the most powerful ways to prevent and control disputes is to allocate project risks realistically, by assigning each potential risk to the participant in the project who is best able to manage, control or insure against it. It is now well recognized in the construction industry that when lawyers seek to negotiate 'the best deal' for their clients, they often craft contract provisions that unrealistically and unfairly allocate risks to project participants who are unable to handle the risk, often creating problems of a far greater magnitude than those they sought to solve. Realistic allocation of risks improves productivity, lowers costs, and creates better relationships among participants. e result is fewer disputes and a greater chance for project success.
Open communications: e best construction project results are obtained through good communications among project team members, so that incipient problems can be identified and solved before they become serious. Channels need to be developed to open up dialogue between all parties.
Incentives to encourage cooperation: e construction industry uses incentive plans to encourage multiple parties to work together towards a common goal. For example, a general contractor or construction manager who needs to coordinate the activities of multiple subcontractors who have the potential of getting into conflict with each other, can establish a 'bonus pool' which is based upon the need for cooperation and the attainment of specific project goals, will be shared among all of the subcontractors. Under such a system the bonus is payable only if all of the subcontractors avoid conflict and meet the assigned goals -it is payable either to everyone, or to no one. is places a premium on teamwork, provides all participants with a common goal and incentive to work cooperatively, and reduce conflicts.
Where an organisation is contracting with a number of other parties with diverse interests, it can be helpful to structure a system of incentives. Well-conceived incentive programs can be an effective means of aligning the goals of all, can encourage superior performance and discourage conflict. ey encourage participants to subordinate their individual interests to the legitimate needs and success of the enterprise as a whole, for the ultimate benefit of all participants.
Partnering: In the construction industry, partnering is a teambuilding effort in which the participants in a project establish cooperative working relationships through a mutuallydeveloped formal strategy of commitment and communication.
Partnering on a long-term basis involves the development of a strategic alliance which maximizes the effectiveness of each participant's resources. e relationship is based upon trust, dedication to common goals, and understanding each other's individual expectations and values. e expected benefits include improved efficiencies and cost effectiveness, increased opportunity for innovation, and continual improvement of products and services.
When used on a project-specific basis, partnering is usually instituted at the beginning of the relationship by holding a retreat among all participants who have leadership and management responsibilities. Assisted by an independent facilitator, they become acquainted with each other's objectives and expectations, recognize common aims, define mutual goals, develop a teamwork approach, initiate open communications, and establish non-adversarial processes for resolving potential problems. e initial retreat is followed up by periodic evaluations and meetings to ensure the communications and teamwork are continuing.
In any common business enterprise, if individual parties are left to their own devices in trying to achieve their own goals, they are likely to be guided primarily by narrow self-interest, which at some point may conflict with those of other participants. Sharing mutual goals creates a community of purpose that serves to minimize disputes and encourages the formation of synergistic relationships which leverage the whole process to the advantage of all. e focus is on 'fixing the problem,' not 'fixing the blame' For example, a large company had several divisions operating independently that were unwilling to give up power and behaving like a dysfunctional family. A partnering facilitator was brought in, the leaders and key employees in each division participated in partnering exercises, and the result was an alignment of interests between all divisions for the overall good of the company. e same process could be employed to achieve alignment among the employees of entities that have been brought together as the result of a merger or acquisition.
Feature
Dispute control and 'real time' early resolution techniques
Step negotiations: Negotiation is the time-honored method by which parties resolve disputes through discussions and mutual agreement. A construction industry improvement on negotiation is the 'step negotiation' procedure, a multi-tiered process that can be used to break a deadlock. If the individuals from each organization at the lowest project level who are involved in the dispute are not able to resolve a problem promptly at their level, their immediate superiors are asked to confer and try to resolve the problem; if they fail, the problem is to be passed to higher management in both organizations. Because an intermediate manager is not likely to be as closely identified with the problem, the manager's interest in demonstrating to higher management that he or she has the ability to solve problems and to keep them from bothering higher management is a built-in incentive to resolve disputes before they have to be referred to the level of management. is technique can be easily adapted for use in the early resolution of problems in any business relationship.
Standing neutral: One of the most promising developments in controlling disputes in a construction project is the concept of having a respected pre-selected or 'standing' neutral expert to be a dispute resolver throughout the course of the project. is standing neutral, or a board of three experts called a dispute review board or (DRB), is jointly selected by the parties early in the project; briefed on the nature of the project; furnished with the basic documents; provided with progress reports; and occasionally attends jobsite meetings with the parties to get a feel for the dynamics and progress of the project relationships. e DRB or standing neutral is expected to be available on relatively short notice to make a recommendation to the parties as to how to resolve any disputes the parties are unable to resolve themselves. ree critical elements are essential to the success of the standing neutral technique: • early mutual selection and confidence in the neutral; • continuous involvement by the neutral; and • prompt action on any submitted disputes. Although the standing neutral's decisions are typically not binding, experience has shown that their decisions have almost universally been accepted by both parties as the basis for resolving a dispute, without any attempt to seek relief from a tribunal. is technique has been successful in resolving over 95 percent of all disputes presented to a standing neutral, in addition to having been credited with keeping many other potential disputes from ever being presented to it.
By providing a 'dose of reality' that encourages parties to be more objective in their dealings, while at the same time giving the parties an opportunity to construct their own solutions to problems, the standing neutral process tends to strengthen the relationship and create trust and confidence. e standing neutral concept is appropriate for any type of continuing business relationship. Examples include joint ventures, long-term supply contracts, corporate governance, or any other type of long-term business relationship. e standing neutral, who could be a trusted experienced business person, expert accountant, or neutral attorney, would serve as a 'standby' resource to assist in the resolution of disputes. e standing neutral should be initially informed of the purpose and nature of the business relationship, provided with progress reports or attend meetings with the parties to keep up to date with the project. If the parties should later have a problem that they cannot readily resolve by themselves, they can call ask the standing neutral to provide an expert opinion as to how the problem should be resolved. e existence of a pre-selected standing neutral, already familiar with the business relationship between the parties and its progress, avoids many of the initial problems and delays that are involved in appointing one after a controversy has arisen. e fact that the standing neutral will hear every dispute which occurs during the life of the relationship, and particularly the speed with which they can render decisions, provide powerful incentives to the parties to deal with each other and the neutral in a timely and frank manner. e standing neutral serves not only as a standby dispute resolution technique but also as a successful dispute prevention device. Even though some expense is involved in the process of appointing, orienting and keeping the standing neutral informed about the relationship, the costs are relatively minimal when compared to the potential costs of resolving a dispute in arbitration or litigation.
e Contractor, July -Sept, 2012
From the Press Roads cave in, vehicles fall in….. A 70-year-old woman had to be rescued by firefighters after the path beneath her feet crumbled and she fell into a pit created by eroded house foundations. Firefighters set about making the opening larger so that two of their colleagues could climb down to the woman and bring her up to safety. She was checked over by medical staff and was found to be suffering several fractures but no life-threatening injuries. 
